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1. Personne? management and career development in CIA are 
a function of command. Heads of officea and Career Services have 
primary responsibility for and authority over the people working 
for them. The Offiee oc? Personnel ie essentially a steff and 
support element. It assists the directorates and independent 
offices in personrel management, and provides a wide range of 
important employee services, but makes relatively few decisions 
on hiring, assigning, promoting, transferring, evaluating, dis- 
eiplining and terminating, epproxinately KE ataff, contract 25X9A2 
and proprietary pecple for whom CIA has some direct or indirect 
responsibility. This is not said to downgrade the Office in any 
way. It is, rather, to emphasize that although his statement 
of functions makes the “Mreetor of Personnel "responsible for 


the development and s@ministration of an Agency wide personnel 


F 


program,” most of the real responsibility and authority lie with 
the directorates and heade of independent offices. As indicated 
below, we believe the authority: of the Director of Personnel 
should be strengthened to be more consistent with his reapon- 
sibilities. 


2, This is # aurvey of the Office of Fersonnel, not of the 
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personnel management policies and practices of the heads of offices 
and Career Services. Eowever, in the course of the aurvay, some 
major personnel matters of common concern ceme > our attention, 
and we believe it important to comment on them. We have tried t:: 
_anever three basic questions: °. 

s. How well does the Office of Personnel do ita job? 

>. Are there changes indicated which would make it more 
effective. 

c. What are CIA's umjor personnel problems, and who is 
doing what about them. 

3. Our findings are summarized below. Betailed coments 
and recommendations are contained in the report which follows: 
How well does the Office of Personnel do its job? 

We believe the Office does an excellent job of re¢ruiting 
junior prcefessiongis and in proguring military personnel; of 
providing support tc heads of offices and Career Jervices in. 
their personne] programs; in the orlentation and processing 
of new personnel; in handling difficult termination cases; 
and in providing employee services. 

The Office does leas well in "reviewing and evaluating 

Vv the personne] manazement practices in the Agency" ; ‘in 


initiating action to ¢orrect inadequacies. 


~ Qo . | 
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The Office recognizes the need to improve several kinds 
of personne! and wanpower control recorés, and has recently 


set up a task force to work on these problems. 


Are there changes indicated which would make the Office 
more eftective- 


We believe there are a few such changes. 

We recommend that the Salery and Wage Division, which 
examines several aspects of personnel management of other 
offices (position classification, staffing patterns, and 
wage structure) be strengthened by the assignment of more 
broadly qualified people, renmmed the Personnel Management 
Division and given a broader eharter. The new charter 
should inelude authority te lock into workload, use of 
people, job gualifieations, attrition, promotion policies, 
adequacy of supervision, identification and handling of 
problem cases (including marginal performers), as well as 
those matters now covered, and to make recommendations for 
changes where indicated. This should be done in close 
collaboration with the Bireetor of Budget, Program 
Anplysis and Mampowe: . 

We believe thet more emphasis should be given to 
employee counselling, and less to "out-placement,” which 


is largely concerned with people leaving CIA. 


~ 
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More use can be made of the Assessment and Evaluation 
Steff in selectinc and assigning people, and in trying to 


reduce attrition. 


Yast are CIA's principal personnel problems and who is doing 


mat abovt them 
The principal personnel problem in CIA is failure of 
supervision. Almost all misconduct, defeieatier and other 
problem cases reaching the Inspeetor General are compounded by 
fatiure of the supervisor to face his responsibilities and 
take action in time. ‘This is recognized and action is beiny 
taken to deal with it. QThe program of reorientation on 
mupervisory vesponelbillity, more emphasis on supervisory 
performance in fitness reports, the ss ae ee handbook 
being prepared by the Office of Personnel, and other measures 
for follow-up will, we beldeve, result in improvement. These 
problems wil:, However, need continuing attention. 
There ig a relatively mall but disturbing munber of 
marginal per‘ormars, misconduct eases, and employees with 
serious problema affecting their work or ralaing questions ee 
as to their suitabiligy for empleyment in CIA. Despite | S| 
Che BEOT's recent memorandum on, Supervisory Performance in 
Matters of Employee Pexformance and Behavior, 13 March 


1964, some cages ore not being reported to the Director of 


= 
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Personnel until they reach a crisis stage. The recent 
studies on Alecholiem in CIA, prepared by the Office of 
Personnel, deserve serious attention. The Director of 
Personnel should be encouraged to take greater initiative 
and provide leadership in organizing an attack on these 
problems. 

There are patches cf high professional attrition - 
especially in the DDI. CIA loses too many of its young 
professionals, and too little ia being done about this. 
The Director of Personnel and office heads should 
collaborate on a promream of reducing attrition where 
possible. 

The coste of processing new personnel - to replace 
loages throuch attrition - are high. A coat study and 
possible ways of reducing such costs should be made by 
the Deputy Director of Support and the Director of Budget, 
Program Analysis and Manpower. 

The Director of Personnei is in some cases frustreted 
in getting action on personnel problems because of the 
autonomy of heade of offices and Career Services. When a 
serious probiem ig identified, the Director of Personnel 
ahould be given stronger support in getting appropriate 


S 
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A. Office of Personne! 
1. Personnel Recruitment Division 

1. This survey found the Recruitment Division going 
through a difficult period. The Division was expanded to [ij 25X9 
people and reorganized during Fiscal Year 1963 to recruit larger 
mumbers of people in response to requiremants of the four Deputy 
Directorates. The lower personnel ceilings imposed in December 
1963, and anticipated somewhat prior to that time, brought 
recruiting to a grinding halt exeept for specialists and JOT 
candidates. The Division has difficulty, understandably, in 
getting future personne? requirements on which to plan recruiting 
sehedules. The Chief of the Bivision is making such plang as are 
possible, adjusting territories, terminating and reassigning 
surplus recruiters, and waking other changes indicated. The 
Division will spend ebout EJ in ry 1964. 25X1A1a 

2. We should note and give the Division credit for 
several innovations adopted during 1963. The "100 Universities” 
program in which recruiters and other CIA officers talked to 
informal luncheon and dimer sessiona attended by selected 
faculty advisors and placement officers around the country vere 


euecessful in creating understanding about and more interest in 
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CIA as an employe:. Bediy needed new office space for field 
recruiters was obtained. A larger number of people were recruited 
than at any time since the early 1950's. Credit for mich of this 
production must go to es few seasoned recruiters. The Chief of the 
Division is responsible for development of new brochures on employ- 
ment opportunities in CIA, and for getting approval to advertise 
for CIA applicants in trade and profeasional journals. One such 
advertisement in the Scientific American produced a number of 
interesting spplicants, ‘out none had entered on duty as of March 
1964. Ag experimental wrogram of hiring women clericals age 35-0, 
on reserve appointments was initiated. 
GIA gets ite new people Crom: 

&. uC recruiting staff of the Office of Personne! 25X9A2 
located in Jfcities throughout the United States. 

>. A T-man Washington office of the Office of Personnel 
which handles referrals and walk-ins. 

ce. Recruiting an’ referrals by other CIA components. 
fn the 19-month period ending 31 December 1963, new people aaa 


entered on duty with CTA in four general categories, as follows: 


Professiopls 

Junior Officer Trainees 
Communieations Personnel 
Clericais 


An analysis cf who produced these new people is as follows: 
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action taken - even if this means overruling a head of 
® fereer Service. 

There are about 1) key jobs requiring acientific, 
technical or other specialist skills which are difficult 
to fill. The Office of Personnel and other components 
have coordinated s drive te Locate qualifted people for 
these positions. We heave ao suggestions as to how this 
might be done better. 


oda, 


The Agency is facing @ clerical shortage because of 
unexpectedly nich clerical attrition, cutback in reeruit- 


Gaerne Paar y 


ment and a di ylng up of the clerical pool. i 


ba vy 
Ce ar aE See it Te c+}, 


There are ecout non-staff personnel for whon 
CIA has some responsibility, but who are not aubsject to 
manpower controls and other management procedures required 
for staff employees. ‘These include contract employees, 
contract agents, career agent employees of proprietary 
projecta, indigenous personnel of several kinds. 
The Burea: of the Budget has for the first time 
placed a “ceiling” for FY/1965 on non-permanent personnel 
ene BE os ous, the Bureau is unsaware of the total 
number of non stafi' personnel indicated in the precedin: 


paragraph. We believe the Bureau of the Budget's interest 


. 


ba t 
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in non-staff personnel pointe vp the need for the Agency to 
(2) know how many of these people there are, (2) be certain 
that ite personnel aanajement practices for them are sount, 
end (3) be able te defend their use and costs. The Agency is 
not now in a position to do this. The Office of Personnel has 
begun to exeming the wage structure, retirement programe, end 
other benefite of three large proprietaries. Others, including 
the largest, have not teen reviewed. Tt has aleo established 
new ground rules for inmureece benefite for people involved in 
hesardous and sensitive unertakinge which will result in more 
uniformity. Records on contrect employees, consultents, staff 
agents, proprietary personnel, emreer agents and contract 
agente exist, but are rot at aceurate or aubject to the same 
syotematic review as thage on atafft employees. 

kh, It ig recomended that the Deputy Director for Support 
in collaboration with the Mrector of Budget, Program Analysic 
and Manpower sheeid review the adequacy of reporting of non- 
staff personne] and make recormendations to provide PCI with 
accurate information qverterly on such people. The Deputy 
Divector of Bauppert shovld make recommendations to appropriate 
authority for the syetematic review of tke personnel managerent 
practices of preprietéue and other projects vith enmal peresome! 


ts 
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5. Although an esecut ive-development program has been reecn- 
mended in 1952, 1959, 1902 and in 1963, Little action hes been 
teken to organize @uch a program. Projected losees through re- 
tirement of senicr officiale im the 1970's ami probably of officers 
on whom CTA has teen counting to replace such officiala, point up 
the need for auch a progres. Ye recommend that the Director of 
Personnel take the initiative in organizing a systematic progra: 
which will identify and cevelop ewplayees with potential to fiD 
senior mxecutive sad tanegerial jobs. 


= fom 
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25X9A2 


Three points should be noted: 


a. The wide differences in productivity of recruiters 
(recognized by the Division): 

b. The SoceS of the low-cost Washington Recruitment 
Office; 

c. The mimbers of new people recruited by other CIA components. 

3. Where is some professional friction between the 

Headquarters staff of the Recruitment Division and some DD/I offices 
about recruiting economists, area specialists, and other personnel. 
DD/I officers fee) strongly that they must visit university campuses 
to interview candidates in some fields in which the generalist 
recruiter cannot be expected to be an expert. The Recruitment 
Division believes this to be unnecessary. Our interviews with 
five professional recruiters in the field indicate that this 1s 
not a problem to them as lon; as other officers' visits are 
coordinated with them, which is now the rule. The numbers of 
professionals recruited by other components indicate to us that 


their recruiting is productive. No changea in current arrangemarts 
ILLEGIB 


wei Se 
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which permis such specialist reeruitment in coordination with 
field recruiters are thereiore recomended. 
4. GEA is reerwiting enovgh able young people for all 

v its junior professional positions, but ig having difficulty 

filling shout 100 key joba ealling for technical, selentific 

and specialist skills. ‘The Recruitment Division and other 

components have coordinates <n attack on this problem, and ve 

have no suggestions as to how it might be done better. JOT 

recruiting is covered in Section B. 

5. Au noted above, CIA entered bierical ae ai 

personnel on duty between 1 July 1962 and 3) December 1963. 
These numbers were obtained at some sacrifice of quality. Many 
high school greduetes and many girls recruited from “atrline 
hostess schools” did not meet clerieal performance atanderds, 
although they pagscd the clerical tests given before entrance on 
duty. Clerical standards anve now been raised. ‘The Recruitment 
Division ia now concentrating on clerical applicants from 
secretarial and business achools and junior eolleges. Clerical 
personnel will no Longer be brought into the clerical pool on | 
the basis of an interim clearance. A satisfactory full field 
investigation will be required before a clerical employee will 


enter on duty. 
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6. We heve minor suggestions on headquarters field 
relationships, an updated statement of what recruiters can tell 
applicants about the Agency, and centralizing responsibility for 


each field office which ere covered ina separate memorandun. 
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2. Perse i 9 tions Diviaion 25X1A1a 

l. his Division of PI reopie budgetted for 
PY 1964 processes personnei actions, assists other offices in 25X41A 
Placement of people, selects and assigns ations personnel, 
maintains official persome records, produces a variety of 
statistical reports, keeps book on strength vs. g eelling figures 
and operates an ovt-placement service. 

2. Since nes last IG survey, the Division hag made its 
processing much more efficient and the long delays noted at that 
time no longer exist. The average time to process & new employee 
from receipt of Personnel History Stetement forms to notifieation 
of eligibility for entrance on duty is 80 days. Thies includes 
personnel, sectxity and medical processing. ‘hie is a commendable 
performance. 

3. It is recognized that staff personnel records of 
several kinds need improvemeat, and & task force has been eet 
up to review officiel personnel files, qualifications data, 
coding of personne! information, statiatical reports, tables of 
orgeniteation, career service grade authorization and other 
recorda. We believe this will result in required improvement, 


and have no suggestiona in this area. Our findings and 


SECRET 
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recommendations on statisties and records on non-stafr 
personnel are covered in Section A.k. 

4. CIA is facing a clerical shortage due to uex- 
pectedly high clerical attrition, cutback in clerical recruit- 
ment and a drying up of the clerical pool under newly estab- 
lished policies. Higher clerical standards and requirements 
for completion of a full field investigation before entrance 
on duty will make it more difficult to keep a flow of 
clericals into the Agency. Demands for clericals are building 
up in several components and in cur judgement, the Clerical 
Assignments Branch will not be able to meet these demands , 
through no fault o% its om. 

3. he Office of Personnel has recontacted 154 
clerical applicants who were procsssed several months ago 
but could not be hired because of the personnel ceiling. 100 
of these have othe: jobs and are no longer interested in working 
for CIA. Tt is likely that very few of these 154 will enter on 
catty. 

6. We believe that a cape can be mate for increasing 
the clerical recruitment requirements above the figure of ee 
for FY 1965. We recognize the need for economy and do not 


advocate a return to a situation Like that in 1063 when there 
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vere Sse. clericels in the pool. We believe however, that 
the new policies may have cut too deeply, and may in the long 
run be more expensive if there are too few clerieals to get 
the work done. We therefore believe these policies should be 
reviewed. 


it_is recommended that: Ho. 
Phe Director of Personnel review Agency clerical 
requirements in view of unexpectedly high attrition, 
ng up of the clerical pool and indications 
of clerical shortages in several components, and 
take such steps as necessary to insure that 
@emands sre wat. 
7. Where are indications that two weeks is too short 
a period for some new cleriealis to remmin in the pool for 
orlentation, retesting, retraining in clerical skills, and 
the like. Many of these young women are on their first jobs 
ax are away from home for the firat time and need a period of 
adjustment under close supervision. The Chief of the Clerical 
Assignment Branch and her staff who have had such experience 
in this field over the years believe strongly that there should 
be flexibility to keep some people in the pool longer if 


necessary until they adjust and can perform up to their best. 


SECRET? 
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It is recomended that: No. 
The Direetor of Personnel give the Chief, Clerical 

Assiguments Branch authority to keep some clericals in 

the pool longer than the presently scheduled tvo week 

period if necessary to complete their adjustment and 
bring their skills up to necessary standards. 

8. Older women clericals, hired on an experimental 
basis under reserve appointwenta, have performed very well, have 
produced fewer problems than many younger women, and heve had 
lower attrition. We believe this program should be expanded. 

it is veggumended that: No. 

The Director of Personnel expand the program of 
hirlag older women clerical personnel under reserve 
appointments, in view of the excellent results 

eehteved in the experimental program. 

9. We have reservations about employing five people in 
the “Out-placement Branch. Although the service is useful to 
people leaving the Agency, we believe 1¢ is much less justified 
than a counselling service for employees who, if handled well 
will remain with CIA ami be productive. (See Recommendation j. 
Tt is ow impression that the comtribution of the OQut-Placement 
Branch is somewhat overstated. It 1s also our impression thet 
the Branch has too little supervision by the Chief, Personnel 
Operationg Division, emi that the senior mele personnel have 


little to do. 
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10. If CIA has to choose between “out-placement” for 


people who leave and counselling of employees who will remain, 


we believe the emphasis should be on the letter. 


Tt is recoumentied that: Wo. 


a. The Director of Personnel review the operations, 
supervision, quality of personnel and contribution of 
the Out-Plecement Brench. 


b. he Director of Pargonnel asgign three of the 


five positions in the Out-Placement Branch to personnel 
ecounsellin: ome the program has been developed. 


SECRET 
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3. 


1. Whe principal job of the Mobilisetion and Military 
Personnel Division (MMPD), consisting of [freople and budgetted 25X9A2 
at 4) is procuring and handling the personnel administration 
of qualified militery personnel detailed to the Agency. It alao 
handles personel mobilization planning and the administration of 
the military reservist program of CLA. 
2. The principal users of military personnel in CIA are 
the Office of Special Activities of DDSRT and the MME 25x1Aca 


2x1\c) EE representatives of both of 


these components were hichly complimentary of the services of MMED. 
We found considerable evidence that CIA ie getting excellent 
personnel from the military services. Hecaume of the good workin: 
relations between MMPD ari the services, CIA is able to hand-pick 
almost every individual. Mam of these people request extensions 
of their agsigmments with the Agency and many apply for civilian 
employment on completion of their military service. As of 
31 December 1963, CIA naif mittery detaiiees, Mor wnon == 25x9A2 
were Afr Porece personnel. 

3. &or comments have been requested on the numbers of 


personnel employed by MMPD and whether the chief or the deputy 
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chief of the Division should be a CIA career civilian employee. 
At the time of the ewvey, MMPD was reorganizing an@ planning 
to reduce its start by three positiong. With this reduction we 
believe the Division will be reasonably ataffed. The chief of 
the Divieion is an Army eolenel on recall from retirement. His 
service has just been extended for Sn additional two years. He 
has an excellent knowledge of both the military and CIA. Under 
the proposed reorganization of MMPD, the chief, Army Branch will 
also serve as deputy chief of the Division in the absence of the 
chief, and the deputy job will be eliminated. We believe it 
makes little difference whether the ehief of the Division in a 
military or civilian careerist provided he haa adequate know- 
ledge of both the military services and CIA. If the present 
chief of the Division plane to retire upon completion of hig 
present tour, however, the Office of Personnel should begin 


to groom a successor. 
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fe 


provides technical staff assistance to other companente - 
principally the Clandestine Services - for “non-stare” personnel. 
{aontract employees, statt agents, contract agents, career agents, 
Consultants, independent contractors and others). These services 
include writing of gontracts, review of field contracts and aneng - 
ments, handling of records of ster? agents, technical advice on 
cost of living differentials, field allowances, social security 
and other benefits. The workload of the Division in these flelds 
ie increaging. We believe that CPD does this job well. 

2. Recently the Division, with other divisions of the 
Office of Personne”, bas bepun to examine the salary and wage 
structure, promotion policies, retirement plans end benefits 
provided emplayees of the mejor broprieteries. This is being 
done more or less by invitation of the component responsible for 
the proprietary, rether chen as a matter required by CLA regulaticns. 
it 1s too early to judge the effectiveness of this function. 

3. The Office of Personnel has very little participation 
in decisions to hire, promote, assign, reassign, evaluate per- 
formance or terminate “non-steff" personnel. These decisions are 


made by the using component. The Office of Personael has authority 
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to question the selary and benefitsa proposed for a Smon-staffer” 
if they seem out of Line, but there are now relatively few such 
cages. 
| 4, We do not believe it realistic for the Office of 
Personnel to attempt to apply staff employee standards to 
“non=ateff” perscmiel, but we believe that there are pceupeeee 
in which the Offiee of Personnel should play a larger role: 
&. Compiling more accurate pergonnel records 
and statistics on ‘“non-staff” people, In the course 
of thie gurvey, we bed diffieulty getting good data 
on suth people becaupe it ts net being reported 
accurately by the field in some categories. As of 
31 Merch 19Gh, the best estimates available on the 
nugbers of euch people were as follows: 


Contract Euployees 


25X9A2 
Independent Contrectore (Non-DDP) 
Propr ietery Peoraonnel 
Free Bux Comslttee 
ad 25X9 


(including RF) 


Radio idberty (formerly American 
Committee for Liberation) 


The CAT Airlines Complex 


SECRET 
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29X1C4c 


Other Proprietary Organizations 29X9 


Consultants (board and panel members) 141 
Yoreisn Nationals 

Clandestine Services (service 
personnel) 

Cc 


25X9A2 
fice 2? Commmnications 
Contract Acents (U.8. and Field) 
Caree: Agents 
_%,. The Bureau of the Budget for the first time has : 
placed a ceiling on CIA for Fiscal Year 1965 of J on “non- 25X9A2 


permanent" employees. The Bureau is obviously not aware of the 
large numbers of ‘non-steff" people indicated above. 

i... 4s Tbe Offiee of Personnel should provide the Office of 
the DDCI at least quarterly with accurate information in sufficient 
deted1 on all "nor-stef?" persommel for whom CIA has responsibility. 

p. The Office of Personnel should participate in the 
gelection of key ‘non-staff” personnel (those with salaries 
equivalent to G5-15 and above) including those in pro- 


prietary and other projects of the Clandestine Services 


waaees 
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and other components. at the present time, the Office 
of Personnel hag virtually no participation in such 
matters, although in wany cases CIA places much more 
responsibility on key “non-staff"” personel than it 
doea on staff personnel. 

b. The Office of Personnel should ensure that 
appropriate procedures exist for reviewing the suit- 
ability cf all ‘non-staff" personnel to be assigned 
overpens. The Office of Personnel should participate 
in the review of contract employees, staff agents, 
contract agents and career agents in which questions 
of suitability for overseas assignments are raised by 
the Office of Jecurity, the Medical Stafr, or other 
offices. 

¢. The Offiee of Personnel should engure that 
proprietary and other projects involving large nunbers 
of people have sound personnel management policies and 
practices, and that adequate machinery exists in CTA 
for reviewing gudh management. The Office of Personnel 
should participate in the annual review of auch projects. 


RR 
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it is recommend ed that: No. 


‘The Director of Fersomel: 


a. Maintain better persomnel records on, and 
report to the DICT at least quarterly on the numbers 
a@nd kinds of ‘non-staff"” personnel for which CIA bas 
responsibility; 


b. Participate in the selection of key "non-staff" 
pergonnel; {for the purposes of this paper, key persome! 
are considered to be those with salaries equivalent to 
GS-15 and above) 


e. Ensure thet appropriate procedures exist for 
reviewing the suitability of all "non-staff" personnel 
to be assigned overseas; 


a&. Participate in the review of contract employees, 
wtaft agents, contract agents and career agents proposer’. 
for oversess assignment in which questions of suit- 
ability are raised by the Office of Security, the 
Medical Staff or other offices; 


e. Ensure that sound personnel management practices 
exist in proprietary and other projects with personnel 
eosts in excess of $100,000 annually. 


f. Partieipate in the enmal review of such projects; 
ent 


&- Ensure that appropriate regulations are issued cn 
these matters. 


SECRET 
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5. Clandestine Services' Personnel Division 

1. The Clandestine Services‘ Personnel Division (CSPD) 
is responsible for providing staff advice and secretariat support 
to the Clandestine Services’ Career Service Board, ita subordi- 
nate panels and sections, and the Clandestine Services Personnel 
Management Comnittee. CSPD assists in the selection, assignment, 
rotation, promotion, development and utilization of CS career 
personnel. Most decisions are made, however, by officers of 
the Clandestine Services. 

2. CSPD, although a division of the Office of Personne), 
ia responaible operationally to the Chief, Operational Services 
Division of the Clandestine Services. It is organized in 
branches which compliment the panel organization of the 
Clandestine Services’ Career Service Board. There is also a 
Records and Reporte Branch which provides statistical data to 
the DD/P and other appropriate officers of the Agency. 

3. Branch A servee those portions of the CSCESB dealing 
with promotions to and assignment of grades GS-14 and up, which 

: currently totais AMM na vidueis in the Clandestine Services. 
Branch B similarly serves grades GS-12 and G8-13 for a total of 


WM persons. Branch C serves grades GS-9 through G8-11, 
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currently a total of Branch D serves grades GS-5 and lower, 
currently a total oT hm most of whom are clericals. 

4%, We believe that CBPD does a good job in its staff 
and support role. The Chief, Operational Services Diviston of the 
Clandestine Services was very complimentary about the work of CSPD 
and ee os Chief. Considerable progress has been made in the past 
few years in the more efficient handling of returnees from the 
field in breaking down parochial barriers to inter-divisional 
transfers and in piacement of Junior Officer Trainees. Much 
eredit for this should go to CSP. 

3+ We have recommended in the section of this report 
om the Plans and Review Staff that better controls be established 
on the review of miltability of eontract employees, contract 
agents and career agents proposed for overseas assignment. This 
will involve close collaboration between the Agent Panel and the 
Overseas Candidate Review Panel. 

6. We have also recommended in the section of this 
report on the Contract Personnel Division that more accurate 
reporting on non-staff personnel be provided the Deputy Director 
of Central Intelligence yarterly. Many of these people are the 
responsibility of the Clandestine Services. CSPD is aware of the 


need for Luproved reporting on such people. 
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6. Benefits and Services Division 25X9A2 


| 1. tite vivieton 0+ I 02 oyces 


of the Credit Union) budgeted at EMBs responsible fora = 25X1A1a 


| wide range of personnel and employee services. We were generally 

| 
| well impressed with the management and performance of this Division. 
| 


“ 
“¥ 2. We found the Credit Union well managed. This is now 
t 


a substantial self-supporting banking business with shares of fs 


| -25X1A1a nearly QR it over accounts ana with J} roans 25x9A25x9A2 


outstanding, totaling almost Shares increased by 25X1A1a 


about $1,000,000 in 1963. The Audit Staff conducts an audit of 
the Credit Union quarterly and is eatiefied with compliance with 
{ts recommendations. In addition, the Bureau of Federal Credit 
Unions in the Department of Health, Education and Welfare audits 
the Credit Union annually. Representatives of the Credit 
Committee of the Credit Union consisting of seven senior CIA 
employees meet weekly tc review each loan proposed during the 
previous week. This Commitiee operates with a nice balance of 


prudence on the one hand and with understanding of the needs of 


the prospective borrower on the other. The success of the Credit 


Unica's management is best illustrated by its low loss ratio, 


| 25X1A1 
25X1A | losses compared with over a >: 2 

| since its organization, and its consistent dividends over the 

io yt | - 

| at Sue 3 ee Ga Ce te w ig Ye ee nt tet, ~ (> a — i 1 es ‘ 

| Pee wa cones - { “hh St ak 3 B c a ET fw ed ore htm, Ki IR age “ * ae whee « 
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years which have totaled over $2,000,000. ‘The Credit Union paid 
dividends of 5 per cent in 1961, 1962 and 1963. 
3. We considered recommending a transfer of responsibility 
of the Credit Union to the Office of Pinance, not because it is 
not being weil handied by che Office of Pergonnel, but because it 
diverts executive time fram major personnel problems. However, 
on balance we believe it should remain with Personnel. 
4, The Agency-sponsored insurance programs have expanded 
“ substantially in the laet few years. Ngine new GENA-administered “ 


“i... Phans have came into being since 1y60. The mumber of hospital- 


Says ’ 


a 


ivation policies tn force sinve 1960 has increased from | 25X9A2 
pee eas The amount of hospitalization claims paid increased 
fran $757,714 in 1560 te $1,504,1B4 in 1963. In 1960, the United 
Benefit Life Insurance Company (UBLIC) had a total of $28,000,000 
in force compared with $71,000,000 in 1964. Im this period there 
has been only @ ten per cent imcrease in the number of enployees 
in the Insurance Branch. There is no one in the Branch qualified 
to act as deputy although tt is generally agreed that such a 
person is badly needed. We are told that it has not been possible 
te recruit @ qualified pergon but we find this difficult to 
believe. In view of the fact that CIA will not have to pay the 


salary of such a man because he would be paid from insurance 
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proceeds, we see no reason why sush a pergon cannot be “charged 
to non-strength" as are employees of the Credit Union. We 
therefore suggest that the Personnel Recruitment Division be 
given a requisition te recruit e qualified deputy for the 
Inaurance Branch and that this be given a reasonable priority. 

5. The Audit Staff audits Agency-sponsored insurance 
Programs annually and is satisfied with compliance with their 
recomendations. 

6. We have read with interest the report of the 
Director of Personnel on Recreational Activities dated 
2h December 1963 and the enthusiastic endorsement of the 
program by the Executive Director, DDCI, and DCI. 

7. This report outlines the growth of the recreation 
program from eight activities im which six hundred employees 
participated in lou to twenty-seven sporte and clubs in 
voich near 1y I 2 tone part, 

The report indicates some of the new activities under con- 
sideration (discount purchase of tickets, travel, merchandise) 
and a long-range goal of a building which would include a ayn, 
meeting rooms, bowling alleys, a small PX, and other facilities. 


We believe the Employee Association should be encouraged to 
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work toward expanied recreational goals. Ways of financing 
future expansion should be actively explored. 

8. We believe that the Benefits and Counselling 
Branch does an excellent job and that its program for dealing 
with cases of death or serious accidents of employees desarves 
eoumendation. 

9. We believe, however, that problems in the field of 
personnel counselling need much more attention by the Office 
of Personnel. A ne orandum from the Inspector General to the 
DCI in 1961 (£R61-6307, 1 August 1961, Inspector General Program 
of Resignee Interviews /GS-12 and Above/ Report for FY-1961) 
recommended that CIA establish and publicize a counselling 
service which would make it easier for people to transfer 
between Career Services, and also recommended that more 
attention be given to employee attitudes and motivations. 
These recommendations were approved by the then DOI but little 
has been done to date to implement them. This metter was dis- 
cuseed with the Office of Personnel during the survey and that 
office agreed thet additional action is indicated and hes 
proposed to do three things: 

e. Draft an employee handbook on various 


services which are evailable to employees with medical, 
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emotional, fawily. financial and other problems. 

b. Streas the importance of the role of the 
supervisor in dealing with an employee with a problem 
before it becomes serious. 

c. Reingtitute the program of interviewing all 
new people after they have been on the job for about 
three months to determine how they are getting along. 

10. We believe these are steps in the right direction 
put that some additional action is neeessary. We believe that 
the kinds of employees who need counselling of one kind ae 
another fall into three generel categories: 

a. Able people who are or who believe they 
are under-employed, or in the wrong jobs and want to 
change Jobs or lecve CIA. MMMM cecutres that 
en employee who wents to change hia Career Service or 
seek another assignment must proeess his request through 
his Career Service. This probably inhibits requests for 
transfer by many employees. We believe that an employee 
oe ae the rian to consult the Office of Personnel 

es rf gt tate art ay en a ea? ee 
a aca re sbek reassignment provided he keeps his 


aupervigsor appropriately informed. 
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b. Marginal employees who for a variety of 
reasons are not producing effectively. It may be 
possible to reassijm and salvage some people. Others 
may have to be separated. We believe that the Office 
of Personnel should errange to have all people who have 
unsatisfactory fitness reports interviewed by carefully 
selected and qualiMied members of their Career Services 
ang the Office of Perscumel. Such interviews should 
try and determine the reasons for the low ratings and 
what might be done to improve performance in the same 
job or in a new job. 

c. People with serious personal problems or 
who ere developing such problems which affect their work 
or raise questions aa to their auitability for con-~ 
tinuing employment. There is a disturbing number of 
such people in CIA. ‘The recent studies on Alcoholiem 
in CIA, prepared by the Office of Personnel deserve 
serious attention. The Medical Steff, the Office of 
Security and the Office of Personnel should review their 
files on pecple known to have such problems and should 
determine what ection should be taken in each case. 


Credit Union records on people who seem to be in 
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financial difficulty should be reviewed, each case looked 
into by the Office of Personnel, and where indicated, the 
employee should be interviewed and a constructive solution 
to his problem sought. 


It 4s recommended thet: No. 


The Director of Personnel appoint the Chief, Benefits 
and Services Division or other qualified officer to: 


a. Develop a Program of personnel counselling which 
will be more responsive to the needs of dissatisfied, 
under-uged and misassigned employees, and of employees 
with medical, emotional, alcohol, family and financial 
problems affecting, their work or suitability for 2 
employment ; tek wok: eae Pr. rer a oa) tht ae SER, 
oa HT ect tt ge id i 

bd. Develop information on what other progressive 
government and private organizations are doing in this 


field. 


c. Prepare a revision of as RIE fe cost coment O5X1A 
of Personnel, which would permit an employee who seeks 
reassignment and who has not been able to obtain 
satisfaction through Wie chein of command, to consult 
with the Office of Personnel providing he keeps his 
supervisor appropriately informed. 


ad. Consult with the Assessment and Evaluation Steff 
and make recommendations for developing better information 
than now aveilable on employee morale and attitudes. 


e. That three of the five slots presently provided 
the Out-Placement Branch of Personnel Operations Division 
be reassigned to the personnel counselling function. 
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li. The workload in the Central Procesging Branch 
is manageable and its steffing reasonable. Reduced personnel 
ceilings in the Agency end the elimination of the Sussex 
employee program will not produee the overload which the 
Branch has experienced in the past. employees in the Branch 
point out that their work hours from 9:00 A.M. to 5:30 P.M. 
are out of phase with the hours of most of the people they 
serve. They have little to do after 5:00 P.M. and have a 
peak load on arrival at 9:00 A.M. They suggest their hours 
be changed to 3:36 A.M. - 5:00 P.M. 

it is recomended that : No. 

The hours of vork of the Central Processing Branch 

be changed from 9:00 A.M. - 5:30 P.M. to 8:30 A.M. - 


3:00 P.M. to coineide with the hours of work of most of 
the people who require their services. 


SECRET Be 
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T- Salary and Wege Division 


29X9A2 


2 Pais Division of [ME tericat persomet, 


budgeted at iL ——ti baa 9 charter to develop and maintain “an 
Agency-wide program of position classification and wage adminis. 
tration.” Position classification, review of staffing patterns 
and review of proposed grade changes account for about one-half 
of the Division's work. Specl studies of a wide range of 
personnel matters aceount for most of the other halt. The latter 
have included the pay strueture of three major proprietaries: 
EE Be Free Europe Committee and Radio Liberty; 
& study of a proposal to abolish the National Intelligence Survey 
research branches of OCI; the personnel organization of the 
Credit Union; staffing patterns of various CIA components for 
the Executive Director-Comptroller; and the use of contract 
personnel by ea Eurapean field station. The manpower control 
officer of the Office of Bwiget, Program Analysis and Manpower 
is very complimentary of the work the Division has done for his 
office. Demands on the Division for special stwiies are in- 
creasing. The actunl work of the Division is more diversified 
than its rather novrowly stated charter. 

2. This Division is the component of the OrfMice of 


Personnel which hes the most day-to-day access to and informatian 


SECRET? 
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about workload, job requirements, job qualifications and 
personnel practices and problems of other CIA offices. 
Although most of the officers in the Division have special- 
ized in position classification most of their professional 
careers, they have been exposed to a variety of personnel 
matters. Three have served with the Clandestine Services, 
two have had oveiseas service, nome has been an operations or 
intelligence officer. The chief of the Division ia an able, 
respected personnel officer. 

3. We believe this Division should be given a 
broader charter and a more broadly qualified staff to examine 
for the Director of Personnel all aspecta of persomel manage- 
ment of the Career Serviees. Consideration should be given to 
as@igning more officers with experience in the Clandestine 
Services, the DD/I and other components of the BD/S3 to the 
Hivision for tours of duty in the eame way that such officers 
are assigned to the Inspector General. Fersonnel ceilings and 
budgetary pressures on the one hand, and indications of personnel 
management problems on the other require more careful review 
and analysis than the Director of Fersonnel has been able to 
devote to these matters. We note that the Division has a 
travel budget for PY-1064% of only $4,200 and that over the 
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years, fewer than 10 per cent of CIA's field installations 

heave been surveyed. The Division is frank to admit that it 

has hed to react t:: problems and requests rather than plan its 
coverage of major problem areas systematically. It ia inter- 
eating to note that the Office of Personnel has not been surveyed 
since 1959. 

4. We have given consideration to a proposal that 
the Division be trensferred to the Executive Director - 
Comptroller, and given en across the board management review 
function similar tc that of the former Management Staff. 
Although there are uerits to such a proposal, we believe that 
this would seriously weaken the Gffice of Personnel at a time 
when it needs strencthening. We believe the Biviasion should 
remain in the Office of Personel, be renamed the Personnel 
Management Division, and given appropriate backing and support 
to do a larger job. 

It ia recommended that: No. 

The Director of Pergomnel: 


a. Reneme the Selery and Wage Division the 
Personnel Meanacement Division; 


b. Give the Division a broader charter to review 


personnel management policies and practices of offices 
and Career Services tc include: manpower utilization, 
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Workload, job quelifieations, staffing patterna, 
position classifications, evaluation of job 
performance, promotion policies, grade structure, 
Placement and reassignment procedures, attrition 
and handling of problem cases; 


ce. Give the Division enough qualified people, 
funds and support to do the above job. 


d. Collaborate closely with the Director of 
Budget, Progrem Anelysis and Manpower in carrying 
oat this function. 


SECRET 
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8, Plans and Review Staff 


FY 1964 reviews and evaluates personnel policies and programs, 


29X9A2 


undertakes special studies and develops and coordinates personnel 
regulations. The Chief of the Staff is an able, experienced 
officer. 

2, Its major contribution in FY 1964 was the study 
on the "valley after the hum" of Agency professional personnel 
in the middle and upper grades who will ietire in the mid-1970's 
end its proposal for an expanded JOY program to deal with this 
problem, This proposal wes approved on 20 March 1964, Other 
special studies of this ptef? have had lees impact on the 
Agency's personne! progam. 

3. One of CIA's important personnel problems is the 
lack of a systematic program of executive development to provide 
trained leaders with broad experience for senior positions. This 
was recommended in 1952 by the Career Service Conmittee, again 
in 1959 in the Inspector General's Survey of the CIA Career 
dervice and in 1962 by the Task Force on Personnel Management. 
There has been, however, little change in CIA's methods of 
executive development over the years. In response to Action 


Memorandum No. A-239, 1. Mey 1963, Generalist Corps, the office 
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of Personnel presented » proposal (drafted by the Plans and 
Review Staff) to the Executive Drector for an executive 
development program. This is contained in a memorandum 
Proposed Executive Development Program for Generalists, 
31 July 1963, on which little action has been taken to date. 
Projected executive losses through retirement in the 1970's, 
which include people on whom CIA has been counting to replace 
its senior officers, mee this a problem which CIA ahould face 
up to soon. There are some differences of opinion aa to how 
the executive development program should be organized, but 
general agreement that there should be one. 
Tt is recommenderi that: No. 
The Director of Personnel reopen the question of 
an executive development program, and take such action 
as necessary to organize a program which will identify 
anf provide special development opportunities for 
employees with potentiel for senior managerial and 
executive responsibility. 


h, The Deputy Chief of the Staff is chairing a task 
force on personne! records to correct “serious inaccuracies 


in personnel information which have resulted from the failure 

of responsible officials to initiate changes in basic personnel 

records." It is soo eerly to judge the results of this effort. 
5. There are # number of problem areas in parsomel 


regulations. For example, there is no regulation oR on 25X1A 
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Personnel Policy S%bjectivesa. The previous regulation on thie 
subject issued in 1953 hes been rescinded. Regulations on 
Steff Employees, Staff Agents and Contractual Agreements for 
the Covert Support of Operations have not been revised aince 
1950 and 1951. A regulation on Position Analysis has been 
under revision for years, the current regulation having been 
fesued in 1954. There is mo regulation since 1951 on Pay. 

A regulation on Menpower Controls has been “in coordination” 
for over 18 months. The ee > Employee Conduct 
hee been under revision for months. > as Career Services, 


25X1A 
25X1A 


is dated 15 September 1961 and negotiations for a revised 
regulation have been in process for months. There is no 
regulation Career Planning. The Office of 
Personnel ana the Office of General Counsel cannot agree on 
a revision of JB tcvoluntary Separations. 

6. We should hasten to add that these problems do not 


result from inaction by the conscientious Regulations Control 


Stare of DDS. They rather ore sowe reflection on the decision 


making process in-¢he-OFftec-of Persomnet—ema in the Agency. 
We see no reason why decisions cannot be reached on basic 
personnel reguletione, ard believe additional action should be 


taken to resolve open issues quickly. 
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It is recoumended that: No. 

The Deputy BDirectar for Support: 

@. Expedite the issuance of revised personnel 
regulations on Employee Conduct, Manpower Controls, 
Position Anelysig, Houra of Work, Pay, Involuntary 
Separations. 

b. Revise or rescind Confidential Pand Regulations 
on Staff Employees, Staff Agents, Military Staff Agents, 


Rights, Salary, Contractual Agreements for the Covert 
Bupport of Operations issued in 1950 and 1951. 


7. There res be some overlap in the proposed functions 
of & reorgenized Salary and Wage Division (see recommendation _) 
and the Plans and Review Steff in the review and évaluation of 
personnel poltles and progrems, in the field of manpower studies 
and in projecting firtwre personnel requirements. A redefinition —Gip 


of functions of the Plans and Review Staff is indicated, ~\ “-- 


SECRET 
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9. Special Activities Starr (548) 


clerical personnel to be experienced, able and doing its 
Qifficwlt job well. 

@. Most of the work of SAS involves handling of suit- 
ability, conduct, problem o: termination cases. We believe the 
Steff does its job with a good balance of firmness and compassion 
which gives due weicht to the interesta of both the Agency and 
the employee. 

3. SAS is somevhet frustrated and concerned by what 
they (an@ we) believe to be failure of supervision in many 
offices which pertrite problem cases to reach the point where 
salvage, transfer or corrective action 1g impossible and 
termination is the only solution. SAS believes that the 
aituation has improved over the years but that CIA has yet to 
cong to grips with many problema in this area, We agree. This 
matter is covered at more length elsewhere in this report. 

4. A representative of SAS chairs the Overseas 
Candidate Review Panel which reviews all proposals for assign- 
ment of staff employees overseas in which questions of suita- 


bLlity for such an aggignaent have been raised by the Medical 


SEBCRBET 
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B. Career Officer Trainee Program 

i. The Office of Personnel has identified and led an attach 
on one of CIA's important personnel problems: the need to trair 
young officers in sufficient numbers to fill the "valley after 
the hump" in the 1970's when many officers now in their 5¢'’s and 
Inte kO's will retire. The Office of Personnel has recommended, 
in effect, an expanded JOT program, the Career Officer Trainee 
Program, which will increase the number of professional trainees 
25X1A from en This expansion was approved on 20 March 
| 1964. It will supply junior professionals to the Deputy Directorates 


each year beginning in 1965 as follows: 
25X1A 


| 2. The new program will be the principal induction mechanism 
| for junior professionals in all Deputy Directorates. It will be 

a departure from early JOT concepts of a small group of potentiel 

| supergrades who would eventually fill the top jobs in CIA. Some 


WRecrultment of Young Ofi‘icers, memorandum from the Director 
of Personnel to the DECI, dated 25 February 1964 
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5, Spot checks of the files containing sensitive 
personnel informatian maintained by thie staff indicated that 


some information is net being sent by other components to the 


neeien of Personne! end thet is only being 


implemented in part. 
Wo. 


requiring thet pertinent personnel . ae be 


WOT re-enmphasize the provisions of 
integrated in files of the Office of Personnel, and that 
apectfic examples where this has not been done be given 
eagh Deputy Director to point up this problem. (Byes 
Only Mist being handled separately.) 


6. §AS's responsibilities for monitoring weak fitness 
reports and step increase holds are being carried out in 
aecordance with their instructions. As indicated elsewhere 
in this report, however, these procedures are effective in 
ddantifying only some marginal end problem people. The solutinn 
tothese problems lies outside SAS. 

7. We believe that current regulations for separation 
of surplus personnel. a | are adequate. The revisions 
uider consideration to: RE tovoluntery Separations, will 
improve that regulation. We have no recomendations with respect 


to regulations in these ereas. 


25X1A 


25X1A 


25X1A 
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Staff, Office of Security or others. The Overseas Candidate 
Review Panel does not review sush cases involving contract 
employees, staff agents, career agents, key project people or 
other non-ateff personnel. The Overseas Candidate Review Panel 
also conducts + mortems on cases brought to thelr attention 
in which etaff employees are returned from the field for mis- 
conduct or related causes. We believe that the charter of 

the Overseas Candidate Review Panel should be strengthened to 
include the review of the suitability of all staff, contract 
and career agent personnel proposed for overseas and to post 
mortem all cases in which these people are returned for mis- 
conduct and related rensons. We believe this post morten should 
inelude a report on what action the employee's present end former 
supervisors took to deal with the problem and recommendations 
where indicated 23 to what should be done about supervisors who 
have not faced wp to their responsibility. 


It is recommended that: No. 


The Overseas Candidate Review Panel review cases 
in which questions of suitability are raised on all 
persons - steff, contract and career agent personnel - 
proposed for overseas assignment; end conduct post 
mortems in sll cases in which such persons are returned 
from oversess for misconduct and related reasons. This 
post mortem should include a report on what action the 
employes s present end former supervisors took to deal 
with the problem and recommendations where indicated as 
to what should be done about supervisors who have not 
faced wo to their responsibility. 
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of the junior professionals under the expanded program will rise 
to the most senior Jobs, but obviously all will not. Thue, 
instead of concentrating on a potential elite, the new program 
Will include people who will. eventually 7111 jobs ranging from 
about GS-13 up, in a wide range of categories. It is alao an 
important extension of previous JOT programs which have selected 
and trained people primarily for service in the Clandestine 
Services. 

3. Although the expansion has been approved and the numbers 
of trainees agreed on, there are at least five important questions 
which have not been settled: 

a. Requirements of each Deputy Directorate have not 
been pinned down. The Gifice of Training and the Office of 
Personnel heave not been given information on the numbers and 
kinda of operntions officers, analysts, finance officers, 
area specialists, scinetists, economists and others 
required for each Deputy Directorate, so that recruiting 
requirements can be organized. Some people have questioned 
the validity of using an expensive program of this kind to 
supply people for same of these jobs. 

>. The qualitications to be sought in trainees heave 
not been spelled out. For exemple, a trainee who will enter 
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the Office of Finance should have a different educational 
background, interests and aptitudes than « trainge scheduled 

for the Office of Current Research or the [I 2514 
Division. The Director of Training feels strongly that 

present JOP standards should be maintained regardless of 

the end use of a trainne. 

ce. The training to be given needs more discussion. It 
ig probably desireable thet all trainees have some common 
denominator craining, but not necessary that all have the 
Operations courge now given JOTs scheduled for the Clandestine 
Services. 

4. The saurce of trainses has not been agreed on. Some 
people believe that move trainees should come from CIA 
employees who can meet required standards after the Agency 
has had an opportunity to judge a man on the job. Training 
will probabl,, mam more to such people. The attrition rate 
of "internal’ trainees is lower than for "external" trainees. 
Others believe it is desirable for most trainees to be 
recruited from outaide. A balance is probably the answer. 
But if more are to come from CIA employees, recruitment, 
acheduling and assignment procedures will have to be 


organized to supply quelified new people to the “staging 


Approved For Release 2001/05/01 : CIA-ROP&220357 R000300010001-1 


Beadle. 


ay 
Approved For Release 2001/05/01 : ClA-ROPS2-80357R000300010001-1 


| 
Approved For Release 2Q01/05/01 : CIA-RDP82-00357R000300010001-1 


SECRET 


areas" which will feed trainees to the expanded progran. 

e. New glection proce@ures must be worked out. The 

Office of Personnel and the directorates should have a vol¢e 

in nominatin: candidates and making final selections. 

&. In view of the fact that this will be one of the most - 
if not the most - important personnel programe in CIA, we believe 
it ia neceasary to examine carefully the role the Office of 
Personnel should play in it. We believe the trend should be to 
strengthen the Office of Fersonnel's role in recruitment selec- 
tion and assignment of trainees. If, as seems likely, a 
significant number of treinees will be from CIA employees, the 
problems of scheduling, recruitment and placement will be such 
that the Office of Pex‘sonnel ought to have a key role in the 
program. 

It is recommended that: No. 
e. The Deputy Director of Support review the 
respective roles of the Office of Training and the 

Office of Pergonnel in the Career Officer Trainee 

Program, and tnawre thet the latter has sufficient 

participation in it. 

b. The Deputy Director of Support take such 
additionel steps as are necessary to resolve open 
questions of requirements, qualifications, training, 


sources and selection procedures for trainees under 
the new program. 
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5. We believe Ci should adopt and announce a policy of 
recruiting a significant member of trainees for each class from 
the ranks of CIA employees who can meet necessary etandards. 

TN 27 vexrch 1963, Applications for Junior Officer Trainee 
Program, expired on 1 January 1964. It should be updated, 


— 25X1A 


reissued and given broad distribution, both in the field and 


wt Hmadquarters. The Agency should use selected positiona in 
all directorates 2s staging areas for the new program (as has 
been done in RID, the Watch Office and OCR, for example) and 


recrult accordingly. 


Smetana 


it is recomended that: No. 


a. CIA adopt and ennounce a policy of recruiting 
a significant number of trainees for the Career Officer 
ee Program from CIA employees who can meet necessary 


25X1A b. EN Applications for Junior Officer Trainee 
Program, which ¢xpired on 1 Jamuary 1964, should be 
revised to reflect changes in the program, and given 
wide distribution both in the field and at Headquarters. 


e. CIA showld use selected positions in all offices 
as staging sreas Tor the new program, and recruit 
ascordingly. 
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a ia €. Pergonnel Processing Costes 
1. OTA hired new civilian staff employeea in FY 1965. 


In order to enter this number on duty, over people were 25X1A 


interviewed initially by recruiters and a processed 
through various stagea of security investigations, medical 
examinations, ASE testing and pre-employment interviews. In 
addition to civilian atat? exployees, CIA hired several hundred 
military personnel and ‘non-staff" personnel. At an average cost 
25X9A2 of $1,500 for each staff employee who enters on duty, it cost o5XOA2 


.. hire thelibeopie. There are no good statistics 


on what it cost to bring the other people on duty. 


2. The Office of Personnel estimates that lesa than 20 
per cent of all professional applicants interviewed are suffi- 
otently interested ln employment with CIA, or of sufficient 
interest to CIA to werrent further consideration. In FY 1963, 
about 14,000 professionel and JO? applicants were interviewed by 25X9A2 
recruiters and, after processing about 1,900 of these ECIna1 3 
entered on duty. (bere are no statistics on the number of 25X9A2 
interviews held by other CIA components to enter the other 
professionals and JOPs on duty.) 

3. We believe CIA cught to experiment with ways of reducing 


the ratio of initial interviews and further processing to people 
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who finally enter on duty. One way ia to experiment with an 
advertised test - along the lines of that given by the Foreign 
Service. This would have at least three advantages. It would 
attract some people not presently being reached by our recmiting 
machinery. It would require some initiative on the part of those 
taking the test, and would indicate more than casual interest 1 
working for CIA. It would weed out those not qualifted for 
further consideration. There are possible disedvantages from 
a@ security point of view, but we consider these no more serious 
than those in our present recruiting procedures. The Office of 
Personnel, the Assessment and Evaluation Staff and the Junior 
Officer Trainee Office have had some preliminary discussions of 
euch a test, but in ow: judgement have not given it adequate 
consideration. 
It is recommended that: No. 
The Director of Personnel, in collaboration with the 

ASE Staff, on en experimental basie conduct an advertised 

test for professional applicants along the lines of that 

given for Foreign Jervice applicants. The test battery 

should be designed by the ASE Steff to meet CIA's special 

reguiremente. 

4, Although the Office of Security has excellent cost 
dstea on field investigations, clearance and polygraph examina- 
tions, and the Office of Personnel and the Medical Staff have 


pro-rated their processing costs, CIA has never done an overall 
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cost study of its processing of epplicants with a view to 

y reducing such costs. Present cost data, was prepared for : 
budgetary defense purposes. We believe that if heads of 
offices are impressed with present high processing costs, if 
cases in process are more carefully monitored and personnel 
requirements more precisely defined, important savings could 
result. 


It ig recommended that: No. 
&. The Director of Budget, Program Analysis and 

Manpower make a detailed cost study of CIA's procedures 

for processing new personnel - both staff and “non-stafr" 

with a view to reducing costs where possible, 


b. The Deputy Director for Support at a Senior 
Staff meeting and in other ways, impress on the heads 
of offices the high costs of processing new personnel 
and the need to reduce such costs where possible by 
more careful monitoring of eases in process, and more 
precise definition of requirements. 
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L. The OfMce of Cerremel telle use that CEA's attritica 


Service Comission statisties on vbich thie statement is based ae 
not convincing. ‘e selieve 71. is too complacent about ite attri - 
tion and has not civen enngh attention to whet it costs - in haesan 
resources and dol ins. 

2, From Jul: 10% thrragh February 1964, CIA lost | 25X1A 
professional employees, aut the same number of professionals 
tho entered on auty dariaz the sane period - a period during 
which more new pesgle emte-ed CIA than at any time since the 
early 1950's. Ye Reve not teen aple to get satisfactory ansvers 
from the Office of Personne’ ns to why CLA lowes ite professions. 
employees in such mausbors. Ehit interview procedures are rather 
muperficiel, anf, in mry saaes, de net indieate the real reasapr 
why people leave. In the lost six monthe of 1963, DOI profes- 
sional attrition was ©) per cent higher than other Depoty 
Directorates. 

3. We estinate that direat coste of bizving mui processing 
est, new staff erpicyes re On the joo training before = 25X1A 
an employee becores pexhctive adds to these costs substantialk:. 


The costs of attrition arc shere‘ore significant enoagh to requlre 


Barercin, 


ae SO RE ree 
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thet CIA find out why it loses people and see what, if anything, 


¢an be done to evt such losses. 


It is recommended that : No. 


The Director of Personnel, in collaboration with 
the heads of offices and Career Services, make a study 
in depth of professional attrition, determine the 
reasons for attrition in each component, and make 
recommendations for reducing it where possible. 
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E. Use of the Assessment end Evaluation Staff 

1. We believe the facilities of the Assessment and Evaluation 
(48H) Staff are unider-used in CIA's personnel program. ‘There are 
at least five fields which should be explored by the Deputy Director 
of Support and the Chief of the Medical Staff who is responaible 
for the ARE Steff: 

a. The 2 Sta’? has many ideas for refining screening 
procedures which would weed out people earlier in the process 
Who are not yualified for further consideration. These might 
reduce the lerge numbers of people now being contacted by 
recruiters and processed through various stagea of screening, 
and produce substantial savings. 

b. The ASE Staff believes it can provide data of con- 
siderable velidity - through assessment and psychological 
interviewing - on how people can be better matched to jobs 
which they cen do well, and in which they will not become 
dissatisfied. If this 1s so, it might be possible to 
reduce high professional and other attrition, as well as 
result in more productive use of people. 

e. The sSE Stat has a contribution to make in 


improving fitness repert forms and procedures. 
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d. Employee morale and attitude eurveys are conducted 
by many orgenizations. More attention to thia subject was 
recommended by the Inspector General in 1961. The ASE Staff 
has e contribution to make in this field. 

e. A representative of the ARE Staff believes that 
aptitude and intelligence tests given applicants by CIA 
should be reviewed to see if they are as valid for negroes 
ag they are for whites. There are some indications that 
they may do an injustice to negroes. Other ways of 
evaluating negroes should be explored. 

It is recoumended that: No. 

The Deputy Birector of Support request specific 
proposals from the Chief, Medical Staff as to how the 
ARE Staff might make « greater contribution to CIA's 
personnel program, to include more efficient screening 
procedures, better matching of people and jobs, reducing 
professione) attrition, improving fitness report 


procedures, morale and attitude surveys, and testing 
of negro applicants. 
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